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The main goal for this study was to find out how the employees in organization X experi-
ence supervisor work and which areas of supervisor work is important for them. The aim 
with the study is also to identify areas of supervisor work that needs to be improved and de-
veloped. By recognizing development areas, the organization X can develop their supervi-
sor work and performance.   
 
The theoretical framework of this study focuses on leadership, leadership development and 
how people’s needs lead and is linked to our actions and motivation. Maslow’s theory hier-
archy of needs can be combined to employee’s motivation and engagement levels at work. 
The researcher believes that it is an important part of leadership to understand what moti-
vates and engages people at work. This way you can better understand, support and fulfil 
employees’ expectations. People nowadays seek for self-actualization and therefore it is im-
portant for organizations and supervisors to provide and assist employees to reach their self-
actualization needs.  
 
The research method for this study was quantitative method and the researcher designed a 
questionnaire that was send as an email link to all the employees in unit X. The question-
naire questions based on Maslow’s theory hierarchy of needs and were designed to answer 
the research questions of this study.  
 
The result of the questionnaire shows that the supervisors in unit X need to clarify their job 
description for the employees. The supervisors need to support more employee’s well-being 
and work atmosphere, show more interest and appreciation towards employee’s work, focus 
on equality and provide more personalized feedback. The results of the research showed 
also that the employees experience that it is important that the supervisors communication 
is clear and understandable, supervisors support teamwork, social cohesion, work well-be-
ing and work atmosphere. Employees also feel that it is important that the supervisors are 
easy to approach and that the employees get feelings of success when working.  
 
This research brought up valuable data of how the employees experience supervisor work in 
unit X and raised up areas of supervisor work that need to be developed. When these areas 
are identified the organization can focus on implementing development procedures and im-
prove their overall performance.  
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1 Introduction 

One central resource for organizations today is people, their know-how and performance 

at work. (Juuti & Vuorela 2015.) Employees have a direct impact on how the organization 

perform. To be able to achieve success and good performance in business you need to 

have motivated and engaged employees. The key behind a great workplace and success 

is the relationship between employees and management (Best companies’ group 2020.) 

Employers expect loyalty and dedication from their employees and it is extremely im-

portant that also the employers offer the same for the employees. The relationships be-

tween employers and employees are based on trust, commitment and support. These ele-

ments are vital for success and when the employee feel that the organization cares for 

them they will do their best. (Landrum 2017.) When the bond is strong employees can 

reach engagement and their full potential at work. (Best companies’ group 2020.)  

The aim of this thesis is to research how employees in organization X and unit X experi-

ence their supervisor work and which areas of supervisor work is important for them. The 

goal is also to identify areas of supervisor work that needs to be improved and developed.  

This research objective derived from students own personal interest to leadership work 

and how supervisor work in unit X could be developed. The idea to research how employ-

ees experience supervisor work also derived because organization X restructured their 

management and supervisor level in the end of year 2019, and the results of the change 

has not yet been researched.   

 

One third of the employees today are millennials and in the near future they will be the 

majority when workforce ages. Millennials need bosses who offer support, engagement, 

meaningful feedback and goal setting. 71% of millennials aren’t engaged in their work and 

therefore half of all the employed plan on leaving their workplace. The struggle behind this 

is variances in engagement and in capability to retain engaged employees in the organi-

zation. Bosses also often fail to affect employee’s happiness, satisfaction, productivity and 

performance. Positive engagement can be reached when bosses focus on their employ-

ees’ strengths and give support. A healthy relationship between the employee and the 

boss affects performance, work culture, feedback and policies at the workplace. (Landrum 

2017.) To be able to support and motivate employees the leader needs to understand 

what affects employee’s needs, motivation and productivity. (Ristikangas & Grunbaum 

2014,14.) Therefore, the researcher studied Maslow’s theory hierarchy of needs. 

Maslow’s theory will be presented for the reader in the theoretical framework. Coaching as 

a leadership method focuses also on these challenges and demands and will be pre-

sented in the theory part of this thesis. The key concepts of this research are leadership, 
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supervisor and management and these will be presented for the reader in the theoretical 

part of the thesis. 

 
1.1 Background 

Organization X is an international company in Finland with a wide range of different job 

profiles. Organization X is a people focused organization that provides services for their 

customers. Therefore, people’s dedication is the foundation to success for organization X 

and therefore organization X focuses on people, professionalism and partnership. Organi-

zation X consists of many different units that together build up the service they offer to 

their customers. Unit X which this study is performed for, have 6 supervisors and around 

100 employees.  

Organization X strives to be the best choice for employees and therefore focuses highly 

on open, stable and respectful working environment. Employees engagement is an im-

portant factor for organization X and therefore leadership and supervisor work are im-

portant. Organization X have in the end of year 2019 reformed its management and su-

pervisor level to be able to focus more on enabling supervisor’s visibility, presence and 

availability in employees everyday work. Therefore, the researcher wants to research how 

the employees experience supervisor work in unit X today.  

 
1.2 Objectives, research questions and limitations 

The objective of this study is to find out how employees experience supervisor work in unit 

X and to find out which are important areas of supervisor work for the employees. The aim 

is to provide organization X data of how the employees feel different areas of supervisor. 

By identifying development areas, the organization can improve and develop their work.  

The objective of this thesis will be reached by doing a questionnaire for the employees.  

The objective of this study is to answer the following research questions: 

1. How employees experience supervisor work? 

2. How employees feel different areas of supervisor work?  

3. What are the areas in supervisor work that needs to be developed? 
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The key concepts of this research are leadership, management and supervisor. Leader-

ship shortly described is about motivating and inspiring a group of people to work for the 

same goal. (Northouse 2016, 6.). Management can be defined as “getting things done 

through people”. It is also managements responsibility to make profit and ensure that their 

product or services bring value to the stakeholders. Supervisors are those who ensure 

that the task will be completed with high standard and give guidance to the employees. 

(Armstrong 2016, 280.) The key concepts will be presented more in detail in the theoreti-

cal part of the thesis.  

 

The author limited the research to focus on one unit in organization X. Leadership is a 

large area and therefore the researcher decided to limit the research area. Simon Sinek 

believes that leadership is not about being in charge, it’s about taking care of those in your 

charge. (Sinek 2020.) To be a supervisor and a leader who takes care of those in your 

charge you need to understand what the people need. Therefore, the researcher decided 

to limit the research and focus on how Abraham Maslow’s theory hierarchy of needs is 

linked to employees.   

 

The researcher does not focus on possible differences in respondents age, gender or 

work experience in organization X. The researcher rather focuses on researching which 

areas in unit X supervisor work employees feel important.     

 
1.3 Thesis overview  

The researcher will first present the key concepts and definitions of leadership, manage-

ment and supervisor. The theory part of the thesis will then be presented to the reader. 

The researcher decided to focus on Armstrong’s theory of leadership and also read Simon 

Sinek`s thoughts about leadership. To be able to be a leader you need to be able under-

stand the basics of human needs and motivation. This way the supervisor and manage-

ment can understand what motivates the employee. The researcher therefore chose to 

study Maslow’s theory hierarchy of needs and how this can be linked to employees and 

their engagement to work. Engaged employees are vital for organizations success and 

performance. Supervisor work affect employee’s happiness and engagement levels and is 

therefore also a vital part of success.  

 

The author will also present to the reader which methods were used in the research and 

how the research was planned and implemented. The researcher used quantitative 

method to collect data and published a questionnaire for all the employees in unit X. The 

research results will be presented, and key findings will be raised up in the end of the the-

sis.  
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2 Theoretical framework 

In this part of the thesis the researcher will present the key concepts and definitions so 

that the reader has broader perspective to the field.  

 

The researcher chose to study leadership theory by Armstrong and familiarized also with 

Simon Sinek`s thoughts about leadership. Leaders and supervisors today need to be able 

to change and develop their skills to be able to respond to employees needs and expecta-

tions. Coaching responds to today’s challenges in leadership work and can be used in sit-

uations where change is present. (Uutela 2019.) Therefore, the researcher decided to 

study coaching as a leadership method and focused on different areas of leadership that 

are important for employees. 

 
Digitalization has changed consumers behavior, new technology and tools has taken or-

ganization activity to new levels. The changes that happened during last decade is re-

markable and the pace of the change will only get faster. For organizational success it is 

important that organizations can fast recognize changes and react to them. For employ-

ees this means that it is not enough anymore to learn new things even if this is also nec-

essary, they also need to learn out from the old one. (Moksi 2016, 7.) 

 

To be a good leader you need to understand people’s needs and what motivates people.  

The researcher therefore studied Maslow’s theory hierarchy of needs. I believe that this is 

an important part of leadership work. When the leader understands what motivates and 

engages employees they can better support the employees.  

 
 
2.1  Leadership 

Leadership is about motivating and inspiring a group of people to work for a common goal. 

(Northouse 2016, 6.) According to Simon Sinek (2020) leadership is not about being in 

charge, it’s about taking care of those in your charge. Sinek believes that “anyone can 

learn to be a leader; the first requirement is that you have to want to be one”. (Sinek 

2020.) Effective leadership is about how ideas can be communicated to the employees 

and how leaders can engage others to work as they want. Therefore, leader’s duty is to 

inspire and show direction for the employees in the way the organization wants. (Ward 

2020.)  
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 Leadership involves a lot of communication about organizations future and vision. Lead-

ership is also about motivating, influencing and making sure that the employees are en-

gage to their work. Simon Sinek (2020) writes that “Leadership is not a license to do less; 

it is a responsibility to do more”. (Sinek 2020.) Simon Sinek also compares leadership to 

parenthood. The leader commits themselves to others well-being and the leader is willing 

to make sacrifices for others so that others can success. (Sinek 2020.)  

 

 There are many different leadership styles. Leaders can either be controlling, enabling, 

task-oriented or people centered. There is no ideal leadership style and different factors 

influence leadership and the style of leadership used in different organizations. Different 

factors that can influence the leadership style are organization characteristics, tasks, indi-

viduals and team members as well as the personality of the leader. An effective and good 

leader can be flexible and use different styles of leadership in different situations for ex-

ample when leading through crisis. Good leaders can also change their style when acting 

with different types of team members on base of their personal characteristics. For exam-

ple, some team members might need more directions than others and some might need 

more involvement in decision makings than others. Armstrong (2016) introduced six differ-

ent leadership styles and situations when these leadership styles can be used, see table 

1. (Armstrong 2016, 14-15.) Coercive leadership is a leadership style that can be used in 

crisis or when phasing challenges with people. Authoritative leadership is used when a 

new vision or direction is needed for a team. Affiliative leadership creates harmony and 

can be used to motivate people under stressful situations. Democratic leadership is used 

when agreements are built. In pacesetting leadership, the leader sets high standards and  

 this type of leadership is used when the leader wants fast results. Coaching leadership is 

about developing people and improving their strengths. (Armstrong 2016, 14.)  
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Table 1 Different leadership styles (Armstrong 2016, 15)  

 

 

 

 

You can often hear and read the slogan “leaders are born not made”. Some leaders might 

be born leaders but even these leaders need to be able to develop their leadership abili-

ties during time. Leadership can be developed with different leadership development pro-

grams. These programs can prepare leaders to confront different kind of leadership situa-

tions and roles that they have not yet met. Organizations need to support their leaders by 

providing them development opportunities and support them in their progress. Organiza-

tions need to also provide working conditions that support leaders work. (Armstrong 2016, 

20-21.)   

 

According to Armstrong (2016) effective leaders understand what the best way is to moti-

vate their employees. Effective leaders need to be able to communicate clearly and posi-

tively and they need to be able to communicate clearly what they expect from their em-

ployees. They also need to have the “sweet talk” skill so that they are able to get their 

team members to action. Effective leaders have the skills to negotiate and being analytic, 

so that they can read different situations and set order. Effective leadership is also about 

focusing on good teamwork and seeing the importance of developing employees’ different 

skills. (Armstrong 2016, 274.)   

 
 

 

Leadership style 
Description 

Coercive leadership • Used in crisis and challenges 
• Requires observance 

Authoritative leadership • Used when new vision or direction 
take place 

• Set people to action 
Affiliative leadership • Used to create harmony 

• Adds motivation under stressful sit-
uations 

Democratic leadership • Used to roll understanding 
• Build agreements 

Pacesetting leadership • Used when high standards are set, 
and fast results are wanted  

• Used with motivated employees 
Coaching leadership • Used to improve performance and 

develop strengths 
• Develop people 
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2.1.1 Coaching 

Coaching as a leadership method has increased during the last decade and is highlighted 

in many organizations today. The structure of organizations today has become more like 

teams and employees have a bigger part in organizational development. Therefore, it is 

important to have supportive leaders who develop and improve employees’ skills. (Joo, 

Sushko & McLean 2012.) Development has earlier only focused on employees in mana-

gerial positions and employees have only received training that has focused on the area 

that they work in. Nowadays though it is important to develop employees’ skills and keep 

the important employees in the organization. Coaching as a leadership method suite this 

target. Coaching can be done by consultants, coaches or by organizations own profes-

sionals or supervisors. There are three types of coaching methods; manager- as coach, 

executive coaching and formal mentoring. (Joo, Sushko & McLean 2012.)   

 

Coaching is about involvement, appreciation and about effecting others. The base of 

coaching is in the right attitude, positive thinking and about willingness to learn. The more 

humane and ordinary the leader or coach is the more appreciation they will get from the 

employee. A good coach can lead with own example and listen to the employee. A coach 

can achieve good interaction with the employee by showing equal, fair and honest action 

and behavior. (Kuusipalo, Poussu & Zaburchik 2015.) A coach can inspire others and can 

also be inspired together with the employee. (Ristikangas & Grunbaum 2014, 19.) One im-

portant part of coaching is being present in your employees’ weekdays to show that you 

are available for them and easy to approach. (Rossi 2019.)  

 

There are different practices of coaching. Manager- as- coach is one of them and it can be 

defined as a practice to motivate, develop and retain employees in the organization. Man-

ager- as- coach provide guidance, encourage employees and support them in their work. 

This coaching practice is an ongoing process to improve performance, guide employees 

to see opportunities and to improve their capabilities. Constructive feedback has an im-

portant part of manager- as -coach practice, this will show the employee respect and 

value. The idea with coaching is to encourage the employee to make decisions, unleash 

power and improve skills. The coach should be part of the employee’s everyday work and 

see their performance to be able to give feedback and support. This is a key part of 

coaching and when creating the relationship between the employee and the coach. (Joo, 

Sushko & McLean 2012.) 
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2.1.2 Well-being 

It has been proved that there is a connection between work well-being and work success. 

(Juuti & Vuorela 2015.) Only a healthy and happy employee can work efficient, learn, de-

velop and create new innovations. A tired employee learns badly and work inefficient. An 

employee who is lacking know-how also works inefficient and gets easily tired because 

they don’t trust their own skills and are therefore nervous. (Viitala 2013, 229.)    

 

In general, good leadership is connected to good work well-being. Keys to both good lead-

ership and good work well-being is that the leader talk with the employees and listen to 

them. Work well-being can be improved by having persons that are available for the em-

ployees to talk to when they need it. This person can be for example someone in leader-

ship position, HR specialist or someone from the health organization. The idea is that is-

sues linked to work well-being and employee’s health should be talked about before they 

get too big. Work well-being can also be improved by developing job descriptions, working 

habits, tools and working environment. (Viitala 2013, 229.)  

 

During these uncertain times due to COVID-19 crisis leaders need to adapt to the situa-

tion to ensure that they can keep up the well-being, health and safety for their employees. 

During COVID-19 crisis leaders need to work under pressure, high safety and health risks 

as well as following quickly changing regulations and policies. Leadership during crisis 

can be stressful and leaders need to make sure that their own needs are also taking care 

of so that they are then able to help and support others.  People can act differently when 

working under high pressure, stress and uncertainty. Especially during these times lead-

ers need to be able to show understanding and emotional support and role model for the 

employees.  Emotional support can be shown to the employees by showing that they are 

taken care of and that the leaders are open for discussion and understanding that employ-

ees might struggle in the personal life as well. Leaders should therefore focus on monitor-

ing signs in their employee’s performance which could indicate signs of struggle and 

openly asking them how they are managing work and non-work life at the moment. Lead-

ers should lead with empathy, be flexible and prioritize well-being and health. (Hammer & 

Alley 2020.) Showing emphasis and flexibility for today’s modern workforce can lead to 

major benefits for the organization. Organizations need to show their support and under-

standing for employee’s self-care and family time as well. Also understanding that the old 

fashion way of working from nine to five is no longer suitable for all. Organizational cul-

ture, procedures and policies need to show more of a work-life mix in the future. (Vienne 

2020.)  
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2.1.3 Providing feedback  

For employee’s development and work well-being it is vital that bosses talk and have con-

versations with their employees. According to Juuti & Vuorela (2015) many researches 

show that bosses who communicate and talk to their employees create an atmosphere of 

openness, trust and appreciation. (Juuti & Vuorela 2015.) To give feedback on how peo-

ple are doing is very important. Feedback can either be positive, constructive or negative. 

Giving feedback is important to strengthen good behavior or correct incorrect behavior so 

that the person can change their performance. Effective feedback needs to be given to the 

person immediately after the work has been done. The feedback needs to be based on 

observations and evidence. When giving feedback the feedback should be described to 

the person and not include any judgement. (Armstrong 2016, 305-306.)  

 

Development discussion are on central part of leadership work and should take place 

once or twice a year. The goal with development discussions are to develop both the em-

ployee and organization as well as developing the relationship between the employee and 

the boss. In these discussions create the base for co-operation and build commitment as 

well as create frames for future continuous individual development. (Juuti & Vuorela 

2015.) To ensure that the development discussion is constructive it needs to be handled 

skillfully by the boss. During the discussion should the employee should be encouraged to 

do the most of the talking so that the discussion is more like a dialog and not a “top down” 

discussion. The boss should listen to the employee, reflect and provide feedback that is 

based on performance and not on personality. The focus in the discussion should be for 

the entire period and not concentrate on some resent activity. (Österberg 2013, 134-135.) 

  

2.1.4 Trust & openness  

Trust and openness are important factors that affect employee’s performance and well-

being. Bosses can with their actions create trust and openness between people at the 

workplace. They should continuously work for team spirit and “we” thinking. They should 

strive to concentrate on the big picture and to tackle unnecessary barriers between team 

members, departments and people. Trust can be built by the boss when they speak truth-

fully about things that happen at the workplace without blaming or embarrassing anyone. 

They should act respectfully and deal with any issues fairly and avoiding favoritism. Trust 

and openness can`t be achieved if blaming, jeering, favoritism, talking behind the back or 

humor that is directed to other persons in the organization is present. Bosses need to ap-

preciate things that others tell them confidentially and they are not allowed to speak about 

these further in the organization. (Juuti & Vuorela 2015.)  
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Bosses need to continuously look for feedback from employees and colleagues and focus 

on those things that they bring up. Only when there is enough trust and feeling of open-

ness in the organization employees can freely start to share their information and skills 

between each other. Trust and openness can be added in the organization by keeping 

promises and ensure that actions meet what has been promised. People needs to be 

treated fairly, with respect and constructive actions should always take place. (Juuti & 

Vuorela 2015.)  

 

2.2 Management & supervisor  

According to Armstrong (2016) Management can be defined as “getting things done 

through people”. Managements role in the organization is to make profit and answer 

stakeholders’ expectations and provide them value with their products or services. Man-

agement is in charge of employment in the organization and responsible of creating im-

provement possibilities for the employees. (Armstrong 2016, 28-29.) 

 

To manage is to have charge over something and it is the managers who set out the 

goals, decide what kind of resources and processes are used to reach the goal. Managers 

are those who are responsible of the resources, budget, technology and procedures used. 

Managers role is to get results by assuring that the organizations different departments 

work effectively. Managers manage how time is spent, how the employees are acting and 

are responsible of achieving the goals that has been set. Managers are also those who 

create the strategies, are developers and define the directions for the future in the organi-

zation. (Armstrong 2016, 28-29.)  

 

According to Armstrong (2016) active supervision is the entire process where employees 

are guided to be sure that the work will be done smoothly and as required. Supervisors 

are those who ensure that the task will be completed by assigning tasks, giving support 

and direction, informing team members what is expected from them and ensuring high 

standard performance. (Armstrong 2016, 280.)  

 

There are many types of supervisors in different businesses. A good supervisor for em-

ployees is positive, friendly, approachable, professional and part of the team. They are 

loyal and respectful and provide inspiration and guidance for the employees and support 

their professional growth. One of supervisor’s responsibilities is to assign tasks to the em-

ployees, this can be done in many ways, but a good supervisor assigns the task according 

to employee’s experience and interest. A good supervisor also co-operates with the em-

ployees, engage, give employees the opportunity to speak up and are open to new ideas 

and feedback from the employees. When the supervisor makes all of these the employees 
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feel appreciated. It is also supervisors’ job to solve difficult situations with the employees 

and also to follow organizations regulations and budget. (Jane 2020.)  

 

One important part of supervisor work is showing right attitude to others. It is important to 

show example, productivity and good personal work habits. Employees view their supervi-

sor’s performance and attitude. Supervisors visible attitude affect employees and in the 

relationship between the supervisor and the employee. Everything that the supervisor 

does can be directly reflected to the employee’s performance. It is the supervisor’s actions 

that matters more than the words. (McKnight & Chapman 2010, 15.) 

 

The new job description for supervisors in unit X is to provide support and be visible to the 

employees in their everyday work in unit X. Supervisors also develop and update work in-

struction and are responsible for that work gets done professionally, with high standard 

and according to instructions. Supervisors have own teams that consists of 20 employees. 

Supervisors also keep development discussion and support their team members develop-

ment. Supervisors keep daily meetings for team leaders about organizations KPIs and 

about organizations daily performance.  

 
2.3 Maslow’s hierarchy of needs  

Psychologist Abraham Maslow published in 1943 a theory of hierarchy of needs. Maslow 

wanted to understand what motivates people and stated that people are motivated by cer-

tain needs and their personal growth. Maslow’s theory hierarchy of needs is described as 

a pyramid, see figure 1. The pyramid consists of five different levels and these levels are 

based on people’s basic needs. When people fulfil the needs on one level they can move 

up in the pyramid to the next level. The highest stage in the pyramid is self-actualization 

and this level can only be achieved if the other needs are fulfilled in some way. Self-actu-

alized people are doing the best what they are capable of when their needs are fulfilled. 

(McLeod 2020.)  

 

The lowest level in the pyramid is physiological needs that are vital for people’s survival, 

for example food, sleep, shelter and clothes. These needs are important for human sur-

vival and therefore motivates us to reach them, if we can’t reach them we can’t function. 

When these needs are fulfilled people can move up to the next level. If you don’t get your 

needs fulfilled the need will become stronger and stronger by time. McLeod (2020) use 

the example of hunger, “if we don’t get food we will only become even more hungry”. Peo-

ple are often willing and capable to achieve and move up in the pyramid, sometimes the 

journey will be disrupted by failures or adversity in life. In these cases, people may move 

back in the pyramid. (McLeod 2020.)  



 

 

12 

 

 
Figure 1 Hierarchy of needs pyramid (Chip 2007, 9.) 

 
When our physiological needs are met we can move up in the pyramid and fulfil our safety 

needs. People need to feel safe, secure and have control over their lives. These things 

can be for example financial and emotional security. When our physiological and safety 

needs are met, the next step in the pyramid is the need of belongingness, these feelings 

motivate our actions. People need social relationships and strive after the feeling of be-

longing to something, for example friendship, family, group and affection of love. After our 

social/belonging needs are met, humans seek for their esteem needs to be fulfilled. This 

part of the pyramid can be divided into two parts according to Maslow’s hierarchy theory. 

The first part is to fulfill persons esteem for oneself, this means reaching dignity, achieve-

ments and independence. The second part is about reaching for respect from others and 

status. The highest level in the pyramid is self-actualization. When people reach this level 

their full potential and they are ready to put their effort in doing everything they can. 

(McLeod 2020.) 

Maslow’s hierarchy of needs was created in 1943. At that time the society differentiated 

from today’s welfare society, at that time people’s basic needs were already hard to sat-

isfy. In today’s welfare society in Finland the researcher believe that our psychological and 

safety needs are taken for granted and people don’t worry about them as people did in the 

history. Of course, the consequences of COVID-19 are still unclear and how this will even-

tually affect our society. Because people today focus more and more on self-actualization 

and strive to get respect and meaning in their lives and our basic needs are more or less 

taken for granted the researcher therefore, believe that Maslow’s pyramid could be turned 

upside down in today’s society.  
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2.3.1 Employee engagement  

Employee engagement has become one of today’s organization key focus points.  

Employee engagement is about focusing more on what employees care and value. En-

gaged employees are those who work with passion, feel connected to the organization 

and help organization to success. (Morgan 2017, 18-19) The more engaged an employee 

is the better. Engaged employees are more productive, happier and healthier and stay in 

the company longer than employees that are not engaged. (Morgan 2017, 5)  

 
People nowadays strive for more and more self-actualization and therefore it has also be-

come important for organizations to focus on employee’s self-actualization needs. Em-

ployees are looking after meaning in their work and customers are looking after different 

experiences. In today’s world full of technology, we often forget that organizations are a 

group of individuals in the end. (Chip 2007, 47.) Maslow’s theory can also be the structure 

of the organizations for understanding people’s motivations and therefore great compa-

nies focus on Maslow’s principles of people’s motivation daily. (Chip 2007, 47.) 

Figure 2 below shows how Maslow’s theory hierarchy of needs can be applied to employ-

ees. The base level in the employee pyramid is the base for motivation, money. Money is 

not the most important thing in life, but it can be compared to oxygen, we need to have it 

to survive. (Chip 2007, 47) Therefore it is important that organizations focus that their em-

ployees’ base needs are met. According to Maslow employees can’t focus on their higher 

needs if they are in fear that they are unable to pay their rent or are hungry. (Chip. 2007, 

50)  

 

The second stage in the employee pyramid is where loyalty is created, and recognition 

takes place. It is important that the organization creates a culture of recognition and edu-

cate and demand managers to provide personal feedback to their employees. Recognition 

can be giving of positive feedback or a small gift for the employee as sign of appreciation 

or a reward. Organizations that consistently provide recognition have high emotional intel-

ligence among their employees and friendliness and openness is part of their organiza-

tional culture. It is important that recognition is sincere and deserved, specific and con-

sistent. Organizations with a culture of recognition trains their supervisors to give feed-

back and recognition to employees. (Chip 2007, 71-73)  
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Money and recognition are the base for the employees pyramid as you can see in figure 

2. Employees need to feel meaning for the work they do. Meaning is the highest stage in 

the employee pyramid and this is where the inspiration takes place and the strongest mo-

tivation is. People search for meaning in their lives and work is more and more a bigger 

part of our lives today. Employees can find meaning can be achieved when their self-actu-

alization needs are met, and they feel that they are a part of the team and that their work 

makes a difference. (Chip 2007, 88-89) 

 

To be able to achieve highly engaged employee’s management level need to shows inter-

ested in employee’s progression and how they can develop. Employers role is to harness 

employees’ ambition for progress and be able to facilitate employee’s growth. When em-

ployees see that they have the possibility for progression will it meet their self- actualiza-

tion needs. These employees are very important for the organization because they are en-

gaged, motivated and ambitious and actively doing their best and also inspire others. 

(Smith 2014.) Employees motivation do not only affect their productivity and performance 

it can also affect bigger parts of the organization and other employees who work around, 

for example a demotivated person. (Chip 2017, 48-52.) 

 

Many studies show that confidence increase employees’ motivations. It is very important 

that the employee can trust their supervisor and that they have a comfortable relationship 

with their supervisor. Also, many other things such as an uncomfortable workplace, bad 

management, stupid rules or annoying boss are de-motivators for the employee. People 

Figure 2 The employee pyramid (Chip 2007, 45) 
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are motivated by challenges, interesting work, responsibility. People need to have chal-

lenges to satisfy their need of growth and achievement (Chip 2017, 48-52.)  

 

2.3.2 A leaders Duty 

According to Dan Pontefract (2016) a leadership specialist and key note speaker sug-

gested that the employee image themselves to following three roles when thinking on their 

personal mindset at work.; job, career and purpose. The job mindset is linked to perform-

ing only the duties that are compulsory for the salary. Career mindset is focusing on de-

veloping their career getting more power and control or a higher title. Employees are pas-

sionate, innovative and committed to the organization when they achieve the “purpose 

mindset”. This stage benefits both the organization as well as the employee. (Pontefract 

2016.)    

 
Leaders can provide and arrange circumstances that either assist or fail to assist the em-

ployee to reach self-actualization and the purpose mindset at work. Far too many times 

leaders fail to assist employees in creating a purposeful mindset. In these situations, the 

leader focus too, much on employees physiological and safety needs and ignore employ-

ees needs for belonging, esteem and self-actualization. (Pontefract. 2016) According to 

Pontefract (2016) leaders should study Maslow’s theory hierarchy of needs to be able to 

realize that it is leaders’ job to help employees achieve self-actualization at work. For em-

ployees to achieve the purpose mindset leaders should spend much more time assisting 

employees to improve their belongingness, esteem and self-actualization needs. If leaders 

would focus more on the areas related to belongingness, esteem and self-actualization, 

there would most likely be more engaged employees in the organizations. (Pontefract. 

2016)  

 

To get more engaged employee’s leaders should focus on providing help with networking 

and building relationships between the colleagues, customers and partners. As simple as 

it sounds employees feel more purpose in their work when they feel that they belong to 

the workplace. It is also leader’s duty to create feeling of trust, independence, balance and 

co-operation in the organization and also focus on employees’ esteem and self-actualiza-

tion needs at work. When leaders focus on these things and support the employee to cre-

ate purpose for the work they do, they will ideally find passion and creativity for the work 

they do. (Pontefract 2016.)  
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3 Conducting the study 

In this chapter the author will present the research methods and how the study was con-

ducted. The validity and reliability of this study will also be presented for the reader.  In the 

end of this chapter the author will present the research results and raise up the key find-

ings of this questionnaire. 

 

3.1 Research methods 

Research methods are the different techniques and tools that is used when doing the re-

search. With the research method the researcher can collect and analyze information re-

ceived from the research. (Walliman 2011, 7.) Research methods can be roughly split to 

two different methods; quantitative and qualitative methods. (Skillsyouneed 2020.) The 

factor that differ these two methods are that the other one focus on numeric data and the 

other one on non-numeric data such as words, images or video clips. (Saunders 2015, 

165-166) The research method used depends on the research, research questions and 

what kind of answers the researchers wants answers. (Skillsyouneed 2020.) 

 

Quantitative researches focus on numerical data and can be used when the researcher 

wants to receive data that can be turned into numbers from a big group or a target group. 

(Saunders 2015, 165-166) The data received from quantitative studies are numerical and 

they are analyzed with statistics. (Skillsyouneed 2020.) With statistically significant sample 

sizes the result of the research can be generalized to the entire group. (Bhatia 2018.) Re-

search methods that can be used in quantitative researcher are surveys, longitudinal stud-

ies and samples. (Haaga-Helia 2018, 16) Surveys or questionnaires are the most com-

mon way to collect quantitative data. Questionnaires are built on asking the same ques-

tions from a large group of people and getting a huge number of answers that can be gen-

eralized. (Skillsyouneed 2020.) It is important that the questionnaires are properly de-

signed. Questionnaires can either have open or closed questions, many times also multi-

ple-choice questions are used. When planning the questionnaire response alternatives, it 

is important to think about the response scale. If using for example 1-5 alternatives it is 

very likely that respondents choose the alternative in the middle. The length and layout for 

a questionnaire have a crucial role in how many people take effort to complete the ques-

tionnaire. If you design a too long questionnaire you can end up with a very low response 

rate. (Macmillanstudyskills 2020.)  

 

In general questionnaires that are done internally receive a bigger response rate than ex-

ternal questionnaires. Internal questionnaires can receive approximately around 30-40% 

response rate and external questionnaires receive a response rate of 10-15%. Important 
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factors that can affect the response rate is the design of the questionnaire and does the 

questionnaire provide value for the respondent. It is also important that the researcher 

send reminders to the respondents about responding to the questionnaire. (Fryrear 2015.) 

 

Qualitative researches are used for many different research methods and approaches that 

can’t be answered with numbers. In qualitative researches the aim is to describe, under-

stand or interpret effects and give answers to what, why and how. (Haaga-Helia 2018, 17) 

Qualitative methods are used for collecting information using for example interviews. It is 

also possible to combine quantitative and qualitative methods and use both of them in re-

searches. (Saunders 2015, 165-166) 

 

The researcher chose to use quantitative method for this research. Quantitative method 

was chosen on the basis that it suited the aim for this thesis, which was to receive a gen-

eral picture of how the employees experience supervisor work. Quantitative research 

method was also chosen because organization X wanted to have a truthful overview of 

supervisor work according to the employees. The researcher used a questionnaire to 

gather the data and decided to make answering the questionnaire anonymous for the em-

ployees. By making the answering the questionnaire anonymous the researcher can be 

sure that the employees answer how they really feel and not what they believe they 

should answer. The questionnaire was sent to 123 employees in unit X and 54 employees 

responded to the questionnaire. This makes the response rate 44%.  

 

The goal with the questionnaire is to find out areas of supervisor work that need develop-

ment and improvement according to employees’ experience. To be able to develop some-

thing you need to first identify the areas that need to be developed and understand what 

affect these. Development projects usually takes time and consists of three different 

stages; planning, implementation and evaluation. (Ojasalo, Moilanen & Ritalahti 2015, 22-

24.) This research focus on the planning phase because the research focus on finding ar-

eas of supervisor work that need improvement and should be developed by organization 

X. The development areas that rise from the research will be presented to organization X. 

The implementation and evaluation of the development work will remain on organization X 

responsibility. The development areas that need improvement will be presented in the re-

search finding chapter.  

 

The researcher created the questionnaire using Questback program. Questback is used in 

organization X to other researches and employees are used to the layout of the question-

naires. Therefore, the researcher believe that this helps the employees to better and 

quicker understand the outlines of this questionnaire.  
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All the questions in the questionnaire were related to Maslow’s theory hierarchy of needs 

so that each question in the questionnaire reflected one level of Maslow’s pyramid, see 

figure 1. The questions were also created to respond important areas of supervisor work 

in unit X, so that the researcher would receive as much important information as possible 

of the research. The researcher wanted to also research how important the employees 

feel the different areas of supervisor work and therefore every statement in the question-

naire was followed by an additional question. The additional question researched how im-

portant the employee feel the concerned area of supervisor work. This additional question 

was added to the questionnaire to receive valuable information of what the employees feel 

important. These results also help the organization X to focus on the right areas of super-

visor work.  

 

According to Pontefract (2016) leaders should focus on Maslow’s theory hierarchy of 

needs and realize that it is their job to help employees achieve self-actualization at work. 

(Pontefract 2016.) To be able to reach self-actualization at work you need to first fulfil the 

other needs of the pyramid, therefore it is important that the supervisor focus on all part of 

the pyramid to support employee’s growth and development. The researcher wanted to 

research areas of supervisor’s work that can be linked to peoples physiological and safety 

needs at the workplace and how the employees feel that their supervisor supports them in 

these areas. The researcher linked following question to this area; does employees feel 

that their supervisor’s communication is clear and understandable, does their supervisors 

support and give tips how to handle difficult situations, does their supervisors support 

work well-being and work atmosphere and does their supervisors provide enough up to 

date information to the employees during their shift. These are important factors for the 

employees in organization X to be able to follow industry standards, safety and their daily 

performance.   

 

The third level in Maslow’s pyramid is belonging. According to Pontefract (2016) employ-

ees become more engaged when they feel that they belong to something.  (Pontefract 

2016.) Belonging at the workplace can be linked to how the employee feel the surrounding 

and atmosphere at work. Therefore, the researcher asked the respondents if their supervi-

sors support teamwork and feeling of social cohesion, does their supervisors work equally 

and are the supervisors easy to approach.  

 

The fourth level in Maslow’s pyramid is esteem. Employees need to feel important and ap-

preciated to achieve engagement. Therefore, the researcher asked the employees if they 
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feel that their supervisors show interest and appreciation towards their work and do they 

receive enough feedback from their supervisors. Getting respect and dignity from others 

and for the work you do is important for employees. (Pontefract 2016). Importance can 

also be linked to how the employee feel themselves and therefore one question in the 

questionnaire researched if the employee gets feelings of success when working.  

 

The highest level of Maslow’s pyramid is self-actualization. Therefore, the researcher 

asked the employees does supervisors encourage them to develop and do they have a 

clear picture of how they can develop their own skills. It is also important that the em-

ployee have the chance to affect own work and therefore one question in the question-

naire researched if employee feel that they have the chance to affect their work and pro-

cedures at work.  

 

The questionnaire was sent as a link by email to all employees in the unit X via Questback 

program. The questionnaire questions are available for the reader in the end of this thesis, 

see Appendix 1. The response time for the questionnaire was 23.4-5.4.2020. The total 

numbers of responses received were 54, which is about half of the employees in unit X.  

 

The response alternative for the statements were strongly agree, partly agree, partly disa-

gree and strongly disagree. The response alternatives for the additional question were; 

very important, partly important, partly not that important and not important at all. The re-

searcher decided to also have one open question in the end of the survey, where the re-

spondents could write their own comments. The reason behind the open question is that 

this can bring more information and value than the closed questions. The opportunity to 

freely write comments can affect positively to the response activity. The respondents can 

also feel thankful for receiving the opportunity to freely express their positive or negative 

feelings for the supervisors.  

 

The researcher decided to limit the research and leave out basic questions from the be-

ginning such as age, gender or how long they have been working for organization X. The 

researcher wanted to limit out how these effect to employee’s experience and instead felt 

that it is more vital to research how important the employees feel each area of supervisor 

work.  
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3.2 Validity and reliability 

Validity and reliability are used to assess the quality of the research and how the used 

methods and techniques have measured the aim of the research. In an early stage of the 

research planning the researcher needs to think about validity and reliability. A research is 

valid when it really measures what it was supposed to measure. When thinking on validity 

in the research the researcher should focus on choosing the right measurement tech-

nique. This way you can reach exactly what you want to measure. (Middleton. 2019) 

When ensuring validity in the research and when planning an own questionnaire, you 

need to plan the questionnaire on theory and findings. (Middleton 2019.)  

The researcher believes that the validity for this study is good. The researcher made dif-

ferent versions of the questionnaire and presented the questionnaire to the contact person 

in organization X. The researcher received valuable feedback from the test versions and 

made some changes to the questionnaire. The questions in the questionnaire are based 

on theory and focus on important areas of supervisor work in organization X.  

Reliability in a research shows how consistently a method measure something. (Teo 

2013, 21). This means that the same results should be achieved by using the same meth-

ods under the same circumstances after x amount of time. (Middleton 2019.)   

The researcher believes that the reliability of the research is good, even if the question-

naire took place just before the long layoffs started in organization X. The researcher 

wrote a short presentation of the questionnaire to the employees before they were able to 

answer and asked the respondents to think and analyze supervisor work before COVID-

19 pandemics effects. Of course, there is a chance that COVID-19 pandemic and all the 

different effects, uncertainty, regulations and the organizational challenges as well as the 

layoffs affected respondents’ answers. The decision to however make and share the 

questionnaire to the employees was done by the researcher and the contact person from 

organization X.  

To ensure reliable results in the questionnaire the researcher decided to make answering 

the questionnaire possible anonymously. This way the researcher can be sure that the re-

spondents have answered according to their own opinion and not something they believe 

they should answer in fear if they would answer with their own name. Some of the ques-

tions in the questionnaire have been asked in previous questionnaires for organization X 

and these results does remind the previous results. This can also tell that the question-

naire is reliable.  
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The researcher decided also not to use the “don’t know” alternative in the questionnaire. 

The questions in the questionnaire are simple and research how the employee experience 

supervisor work. The researcher believe that the employee know how they feel about su-

pervisor work and therefore they don’t need the “don’t know” alternative. The researcher 

also believes that if she would have added the “don’t know” alternative to the question-

naire this would have tempt respondents to answer “don’t know” in hope to finish the 

questionnaire more quickly.  

3.3 Research results  

The questionnaire results were analyzed with Questback program and will now be pre-
sented using figures to the reader. The questionnaire was conducted in Finnish, but the 

results will now be presented in English. 54 employees answered the questionnaire.   

The results of the questionnaire show that the majority of the respondents 50% partly 

agree that supervisor’s communication is clear and understandable, 24,10% of the re-

spondents strongly agree and 22,20% partly disagree. The researcher also asked employ-

ees how important this is for their work and 76.9% of the respondents answered that it is 

very important that their supervisor’s communication is clear and understandable. 22,2% 

answered partly important and 1,9% answered that they don’t feel this that important.  

 

Figure 3 Supervisors communication is clear and understandable 

Figure 4 below shows that the majority 51,9% of the respondents partly agree that they 

get enough up to date information during their shift from their supervisor. 22,2% of the re-

spondents answered that they partly disagree and 11,1% answered that they strongly dis-

agree. The majority 57,4% think that this is very important for them to receive up to date 

information and 37,0% believes that this is partly important.  
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Figure 4 Supervisors provide me enough up to date information during my shift 

The researcher wanted to research if the employees feel that their supervisors work 

equally, and the results of the questionnaire shows that 42,6 % of the respondents partly 

agree, see figure 5. 29,6% of the respondents partly disagree, 18,5% agree and 9,3% 

strongly disagree. The results also show that 51,9% of the respondents believes that it is 

very important that supervisors work equally and 42,6 % believes that this is partly im-

portant.  

 

Figure 5 Supervisors work equally 
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The results of the questionnaire show that the majority 44,4% of the 54 respondents feel 

that they partly get their supervisors support and tips how to deal with difficult situations at 

work, see figure 6 below. 26% partly disagree and 22,2% strongly agree. The majority 

66,7% believes that this is very important for their work. 24,1 feels that it is partly im-

portant and 7,4% feel that this is not that important for their work.  

 

 
Figure 6 Supervisors support and give tips how to work in difficult situations 

 

The researcher researched if the employees feel that their supervisors are easy to ap-

proach. The result in figure 7 show that 51,9% of the employees who answered the ques-

tionnaire strongly agree that their supervisors are easy to approach and 25,2% partly 

agree. The results also show that 79,6% of the 54 respondents believes that this is very 

important for their work and 18,5% believes that it is partly important.  
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Figure 7 Supervisors are easy to approach 

 
 
Figure 8 below shows that 42,6% of the respondents partly agree that their supervisors 

support teamwork and feeling of social cohesion. 22,2% feel that they strongly agree, 

20,4% partly disagree and 14,8 % strongly disagree. The majority 68,5% of the 54 re-

spondents feels that this is important for their work, 25,9% feels like it is partly important 

and 5,6% feels that it is not that important.  

 

 
Figure 8 Supervisors support teamwork and feeling of social cohesion 
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44,4 % of the employees who answered the questionnaire partly agree that their supervi-

sors support work well-being and work atmosphere. 31,5% of the respondents partly disa-

gree, 13% strongly disagree and 11,1 % strongly agree. The researcher also researched 

how important employees feel that this is for them and 75,9 % of the respondents feel that 

this is very important for their job and 22,2 % believes that this is partly important. 1,9% of 

the respondents believes that this is not important at all.  

 

 
Figure 9 Supervisors support work well-being and work atmosphere 

 

42,6 % of the respondents partly disagree that their supervisors provide them enough 

feedback and 25,9 % feel that they strongly disagree, see figure 10. 27,8% of the re-

spondents partly agree that they receive enough feedback and 3,7% strongly agree. The 

results of the additional questions that researched how important this is for the employees 

show that 55,6 % of the respondents feel that this is very important and 40,7 % feel that 

this is partly important.  
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Figure 10 Supervisors provide enough feedback  

 

The researcher wanted to also research if the employees feel that they receive enough in-

terest and appreciation from supervisors towards their work. 37,0% of the employees who 

responded feel that they partly agree. 31,5% of the respondents feel that they partly disa-

gree and 22,2% feels that they strongly disagree. The additional question that research 

how important this is for the employee showed that 53,7% of the respondents thinks that 

this is very important, 44,4% partly important and only 1,9% feels that this is not that im-

portant.  

 
Figure 11 Supervisors show interest and appreciation towards employees work 
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Figure 12 below shows that 50% of the employees who answered the questionnaire get 

feelings of success when working, 40,7% strongly agrees and 9,3% partly disagrees.   

The additional question researched how important this is for the employees and 88,9 % of 

the 54 respondents feel that this is very important and 11,1% feel that this is partly im-

portant.  

 

 
Figure 12 Employees get feelings of success when working 

 

42,6% of the respondents feel that their supervisors partly encourage them to develop in 

their work, 27,8% partly disagree, 22,2% strongly disagree and 7,4 strongly agree. The re-

sults from the additional question shows that this is something the employees feel im-

portant. 51,9% of the respondents feel that it is very important that their supervisor en-

courages them to develop and 44,4% feels that this is partly important and 3,7% feels that 

this is not that important.  
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Figure 13 Supervisors encourages employees to develop 

 

Figure 14 below show that 40,7% of the respondents partly agree that they have a clear 

vision of how they can develop themselves at work, 27,8% partly disagree, 18,5% strongly 

agree and 13% strongly disagree. The researcher researched how important this is for the 

employees and the majority of the respondents 59,3% feel that this is very important and 

37,0 % feels that this is partly important. 3,7% of the employees who responded feels that 

this not that important.  

 

 
Figure 14 Employees have a clear vision of how they can develop themselves at work 
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The majority 44,4% of the respondents partly agree that they can affect their work and 

procedures at work. 31,5% partly disagree, 18,5% of the respondents strongly agree and 

5,6% strongly disagree. 50,0% of the employees who responded to the questionnaire feel 

that being able to affect their work and procedures is very important, 44,3% feel that this is 

partly important and 5,7% feel that this is not that important.  

 

 
Figure 15 Employees feel that they can affect their work and procedures at work 

 

The last question in the questionnaire was an open question where the respondents could 

write comments, ideas, feedback and development suggestions for the supervisors. The 

amount of answers where positive and the comments has been collected and key parts of 

the comments will be presented below, see figure 16. The answers from the open ques-

tions will be presented to organization X, but direct copies from the answers will not be 

presented in this study due to privacy.  

 

The majority of the comments were related to communication, supervisors job description, 

presence and feedback. Below is presented keywords that came up in the open questions 

that the employees feel important. Some of the respondents expressed their opinion that 

supervisor job description is unclear for the employees and should clearly be communi-

cated to the employees. Some of the respondents hope for more open and transparent 

communication from supervisors and consistent ways of working. 
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Figure 16 Key findings from the open question by themes 

 

Some of the comments in the open question can be related to fair treatment. According to 

some employees all the employees should be treated in the same way and there should 

not be any favoring in unit X. Some of the employees wish for more specific communica-

tion and some hope for more co-operation and communication between supervisors and 

employees.  

 

Many of the respondents commented that they wish for more visibility and that the super-

visor is able to support and encourage employees more in their daily work. Many of the 

respondents also hope for more feedback and support for their personal development. 

One of the respondents commented that there should be continues follow-up discussions 

on how the employee is developing.  

 

3.4 Research findings 

In this chapter the researcher will underline and appoint parts of the research result that 

are most vital for supervisor work and those areas that need development according to 

the employees. In the end of this chapter the researcher will present a summary of the re-

search results.  

 

The results from the open question shows that many of the employees who responded to 

the questionnaire are unfamiliar with supervisor job description and work. This problem 

should be tackled by the supervisors and management team immediately. Supervisor job 

description should also be clearly presented for the employees.  
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53,7% of the respondents feel that the supervisors do not show enough interest and ap-

preciation towards their work and in total 98,1% of the employees who answered the 

questionnaire feels that this is very or partly important for them.  

 

65,5% of the employees who answered the survey feel that they do not receive enough 

feedback from their supervisors. 98,1 % of the respondents feel that receiving feedback is 

very or partly important for their work. In the open question many of the respondents com-

mented that there is lack of giving feedback and employees are hoping for more personal-

ized feedback. 50% of the 54 respondents feel that supervisors do not encourage them 

enough to develop in their work. On the other 50% believe that they do receive encour-

agement from their supervisors. Though 96,3% of the respondents believe that this is very 

or partly important for employees.  

 

The research results show that supervisors need to develop their actions to act more 

equal. 29,6% of the respondents partly disagree and 9,3% strongly disagree that their su-

pervisor work equally, also concerns related to equality raised up in the open answers. 

The results from the additional question show that in total 94,5 % of the respondents feel 

that this is very or partly important for them. The researcher believes that equality and 

leading equally is something that should be considered self-evident. Because one third of 

the respondents strongly or partly disagree that supervisors work equal, should this chal-

lenge be focused on between the supervisors and management level in organization X.  
 

31,5% of the respondents who answered the questionnaire partly disagree and 13% 

strongly disagree that supervisors support work well-being and work atmosphere. 75,9 % 

of the respondents feel that this is very important for their work and 22,2 % believes that 

this is partly important. The researcher wants to highlight the meaning of supportive and 

understanding supervisor work and how this is related to work well-being nowadays. Also, 

the results of the questionnaire show that this is very important for the employees and the 

researcher believes that especially now during COVID-19 epidemic it is important that the 

supervisors are focused on employee’s well-being, health and safety.  
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The researcher wanted to research with the additional questions in the questionnaire how 

employees feel important areas of supervisor work. Below is present the five most im-

portant areas of supervisors work according to the questionnaire results:   

 

- Supervisors are easy to approach 

- Supervisors communication is clear and understandable 

- Supervisors support work well-being and atmosphere 

- Supervisors support teamwork and social cohesion 

- Feeling of success when working 

 

To get feelings of success when working raised high when measuring areas that are im-

portant for the employees. The majority of the employees who answered the question-

naire get feelings of success. Therefore, it is extremely important for the supervisors to 

support and encourage employees to develop so that they are able to success in their 

work in the future as well. The results also show that there are many employees who don’t 

have a clear vision of how they can develop in their work. This should be brought up by 

every supervisor and their own team member in their development discussions yearly. 

This is also one thing that the supervisors should focus on and provide employees tips in 

their daily work how they can develop and how to handle difficult situations. Around one 

third of the 54 respondents feel that their supervisor does not provide them information 

how to handle difficult situation at work.  

 

The researcher collected together the results of the questionnaire, see table 2. The re-

searcher combined the agree & partly agree results to one and did the same for the disa-

gree and partly disagree results. The results in table 2 are presented so that the highest 

agree/partly agree results are presented first.  
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Table 2 Research results  

 

 

 

 

 

 

 

 

Area of supervisor work Agree/partly agree Disagree/partly disagree 
Employees gets feelings of success 90,7% 9,3% 
Supervisors are easy to approach  87,1% 12,9% 
Supervisors communication is clear and 
understandable 

74,1% 25,9% 

Supervisors provide enough up to date 
information 

66,7% 33,3% 

Supervisors give support and tips how 
to handle difficult situations 

66,6% 33,4 

Supervisors support teamwork and so-
cial cohesion 

64,8% 35,2% 

Employees can affect work  62,9% 37,1% 
Supervisors work equal 61,1% 38,9% 
Employees have a vision how they can 
develop 

59,2% 40,80% 

Supervisors encourage to develop 50% 50% 
Supervisors show interest and appreci-
ation towards employees work 

46,3% 53,7% 

Supervisors support wellbeing an at-
mosphere at work 

45,5% 44,5% 

Supervisors provide enough feedback 31,5% 68,5% 
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4 Discussion  

In this chapter the researcher will combine the most relevant parts of the research and im-

provement areas of supervisor work to the theory part. As a conclusion the researcher will 

reflect the study process and lessons learned.  

 

Supervisor work and employee performance in a people focused organization such us or-

ganization X have a key role for organizational success. It is important for the organization 

to strive for motivated and engaged employees to keep up good performance and quality. 

It is supervisors and managements responsibility to assist and provide employees oppor-

tunity to reach purposeful mindset and engagement at work. Bad management and super-

visor work are de-motivators for employees and de-motivated employees affects organiza-

tional performance.  

 

Supportive leadership is preferred nowadays and coaching as a leadership method is 

highlighted in many organizations today. (Joo, Sushko & McLean 2012.) The researcher 

believes that coaching as a leadership method would suite organization X perfectly based 

on the results of this study. One important part of coaching is that the supervisor is pre-

sent in employees’ weekdays. This is one thing as well that the employees in unit X ex-

pect from their supervisors and feel important. The employees in unit X also value that 

their supervisors are easy to approach. The study shows that the majority of the respond-

ents feel that their supervisors are easy to approach, and this will help creating the im-

portant relationship between the supervisor and the employee. It is important that the su-

pervisors have the time and possibility to be part of employee’s weekdays in the future in 

organization X.  

 

Keys to successful coaching is specific feedback and up to date information to the em-

ployee about expectations and how these are met. The researcher believes that supervi-

sors need to be more available in employees everyday work and see how the employees 

perform. This way they are able to provide employees more personalized feedback, sup-

port and ideas how they can develop. Despite this, supervisors should also focus on giv-

ing daily feedback to the employees in their daily work, this shows to the employees that 

the supervisor notices their work and care about them. Daily watching how the employees 

perform can also give the supervisor the opportunity to immediately notice if somebody is 

working incorrectly and directly correct their actions. This is also a good opportunity to no-

tice when somebody does an excellent job and give the feedback directly. This can be 

very valuable for the employee. According to the research employees feel that it is very 
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important to get feelings of success from the work that they do and also therefore supervi-

sors should focus on giving positive feedback when it is in place.  

 

The results in the questionnaire shows that there is a need to improve feedback giving to 

the employees in unit X. To be able to get engaged employees and for the employees to 

reach self-actualization at work they need to feel that they have the opportunity to de-

velop. Lack of receiving meaningful feedback lowers employee’s engagement level. 

Therefore, the researcher believes that communication, discussions and development dis-

cussions with the supervisor should be done more often. According to Juuti & Vuorela 

(2015) development discussion should take place once or twice a year and these discus-

sions create the base for communication. (Juuti & Vuorela 2015.) The researcher believes 

that development discussions should be kept more than once a year in organization X or 

at least provide this opportunity for those employees who wish for more feedback and 

support for their personal development. This would be one thing that would respond to 

employees’ expectations and support their growth towards self-actualization. The result in 

the questionnaire also shows that the employees wish for more encouragement and ideas 

how they can improve and develop. Some of the respondents also wish for more contin-

ues follow up. Therefore, development discussions are vital, and the supervisor should be 

well prepared for these discussions to be able to provide personal feedback and develop-

ment ideas for the employee. People become motivated by challenges and responsibilities 

and therefore these discussions are important opportunities for the supervisor to inspire 

the employee to develop.  

 

For employees to be able to reach esteem and self-actualization levels at work and for 

employers to receive highly engaged employees’ supervisors need to show interest and 

appreciation for employees’ work. It is also important to harness their progression and 

provide them opportunities to grow. (Smit 2014.) A high number of the respondents an-

swered that they feel that their supervisors does not show enough interest and apprecia-

tion to their work. There are also employees who feel that supervisors show interest, but 

the researcher believe that the management and supervisors should focus on this matter 

by adding supervisor’s visibility in employees everyday work. When taking more and more 

employees ideas and feedback into count when new development processes and instruc-

tion updates are made indicates that employees work is appreciated and valued. If the 

employees do not themselves bring up new ideas the researcher believe that the supervi-

sors should focus on asking this from the employees and support them to bring up their 

ideas. Employees participation in development projects add commitment, motivation and 

produces new ideas which can be valuable for the organization.  
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The researcher believes that if the supervisor treats employees like partners and do col-

laboration with them, develop new ideas and improve methods they will together achieve 

greater results than alone. By doing co-operation with the employee both the employer 

and employee can win. Participation gives the employee tools to achieve esteem and self-

actualization. Work is also done nowadays more and more in teams and teamwork is a vi-

tal part for organizational performance and development also in organization X. Employ-

ees need to find meaning in the work and exhilaration, therefore, it is also important that 

the supervisor listens to employee’s suggestion and co-operate.   

 
Clear communication between the supervisor and the employee is important as well as 

giving up to date information to the employees so that they can do their work. According to 

Juuti (2015) trust and openness can be achieved when you speak truthfully and communi-

cate about things with the employees. (Juuti & Vuorela 2015.) The researcher believes 

that it would be important for the organization and supervisors to clearly open up the goals 

that they would like the employees to achieve. These goals should be visible to the em-

ployees and presented for them so that everyone knows them. This way the employees 

knows what is expected from them and when achieving the goals, the employees can feel 

proud of the work they have done and feel success.  

 

According to Juuti & Vuorela (2015) there is a connection between work well-being and 

work success. Only healthy and happy employees can be efficient, develop and create 

new ideas. (Juuti & Vuorela 2015.)  The results of the research show that 31,50% of the 

respondents partly disagree that their supervisors support work well-being and work at-

mosphere. According to Simon Sinek (2020) leadership is about committing yourself to 

others well-being. (Sinek 2020.) Physiological and safety needs are also the first needs 

that people needs to fulfil according to Maslow, therefore it is extremely important that the 

supervisors show interest for employees’ well-being and show that they care about the 

employee. Showing empathy and focusing more on preventive discussion linked to em-

ployee’s well-being is important. Tired employees work inefficient, learn badly and lack of 

know-how can cause bad performance to the organization.  

 

In communication and also in everyday behavior the researcher believe that the supervi-

sors need to be more of a role model and lead with example. Kindness is something that 

everyone values and that is why supervisors should always have a kind approach to eve-

ryday issues as well as to problems at work. I believe that when the supervisor is kind and 

shows interest also to the employee’s well-being at work and at home shows that you care 
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and respect the employee. This can be small things that you do or ask from the employee 

but can be so much more and create a lot of trust between the supervisor and the em-

ployee. This can also help communication later on when facing possible challenges at 

work that needs to be discussed.  

 

Supervisor work as well as life overall will definitely change in the future due to COVID-19 

pandemic and of the consequences caused. The researcher believes that this kind of 

challenges in life will add the need for even more present supervisor work. When we get 

through COVID-19 crisis and also during any kind of crisis supervisors and employees 

communication and presence is in an even bigger role than before. After and during crisis 

it is important that the supervisor support and follows how the employee is doing. Some of 

the employees may have faced uncertainty due to layoffs and some may have faced sad-

ness, and these might have a big part of employee’s performance and therefore supervi-

sors support is extremely important.   
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5 Conclusion  

In conclusion this research brought up valuable information of how the employees experi-

ence supervisor work in unit X and how important different parts of supervisor work are for 

the employees. The aim with this study was to find out areas of supervisor work that need 

to be developed and the researcher believes that this goal has been achieved. By identify-

ing and recognizing development areas of supervisor work the organization can now focus 

on developing their supervisor work to respond their employees’ expectations better. The 

implementation and evaluation for the development work will remain on organization X re-

sponsibility according to their possibilities.  

 

This study has overall been an opening experience for the researcher. I have learned a lot 

of leadership theory and how our needs affect our motivation and engagement at work. I 

have also learned a lot of how to plan and create questionnaires to receive the wanted re-

sults. The results of this research have broadened my knowledge about how employee’s 

experience supervisor work in unit X. The researcher will take the most advantage of this 

study and use the learned theory and practices in work life and strive to become a better 

supervisor in the future and hopefully share the lessons learned to co-workers.  
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